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Cost Controls

2. We found mansgement cost conscious and giving considerable
attention to process improvement and increased efficiency. P3ID is
& leader in the Tield of developing and patenting new printing
techniques, especially in computeriged photo typesetting. PSD has

been given & large nunber of ewards under the Incentive Awards Program,

and received & Presidentisl citation for reducing the printing costs

of| | with an annual seving of $80,000.

3., A possible exception is to be found in the Photography
Branch where both cost and guality controls etand in need of
improvement. PSD estimates the cost of each job in terms of lsbor,
materisls, and overhead on the basis of ground rules worked out with
the Office of Finance. Although costs mre allocated by customer, all
are actually charged sgainst PSD's annual opereting budget. The
approximate sllocations by major component for fiscal years 1965 and

1966 are as follows:
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b, Actually, PSD does not have full control over the Agency's
armual printing and reproduction costs, The economies it can effect
gre limited to those that derive from improving its own internsal

efficiency or that can be negotiated with its customers. The system

by which costs are allocated against customer requirements is generally

satisefactory for PSD's internal accounting, but it provides no incentive

for PSD's customers to reduce costs by controlling reguirements. It
is in human ngture to be less eoncerned about expenditures that one
fioes not have to defend.

5. We believe that if the customer had to pay for his printing
services he would be much less likely fo submit orders that are not
essential. A good illustration 1s to be found in the case of the
National Intelligence Surveys (WIS), which are compiled by the Office
of Basic Intelllgence. OBI submits to PSD a typed rough draft of
each of the NIS General Sections. PSD then types, prints, and binds
it in virtually finished form and returns it to OBI for review Yy a
subcommlittee of the USIB. This reviev usually results in msjor
changes and requires the expenditure of additional hundreds of P3ID
zpan~hours on each such section. The reworking of each section coste
an estimated $500 to $1,500 depending on the sise of the job. Some
thirty General Sections were published in FY 1966 and sbout the same
nurber is scheduled for FY 1967. Thus, PSD will spend from $15,000
to $45,000 per year on & frill that we think could be forsgone. Over
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the yemrs, PSD has repeatedly questioned OBX on the validity of the
need for this duplication of effort but has not succeeded in getting
agreeent on & less wasteful arrangement. If OBI had to defend this
expenditure in its own budget, we think it likely that OBI would be
more smensble to recommendatione for a more efficient and less costly
It is recommended that: Ho. 1
The Deputy Director for Intelligence:

a. Iamstruct the Director of Basic Intelligence to
exanine with the Chief, Printing Services Division,
alternatives to the present method of arriving at a
finished publication, with a view toward eliminsting
double printing operations.

b. 3If po scceptable alternative can be agreed

upen, submit to the Executive Director-Campiroller
written Justification for continuing present practices.

6. Present proceduresc for cost sllocation and control provide
1ittle incentive for customers to reduce printing and reproduction
coats. We discussed possible alternatives with representatives of
the Office of Planning, Programaing and Budgetinz. FPB feels, as
do we, that the moet effective vay of furnishing incentive to reduce
cogte would be to reguire customer components to include printing
costs in thelr own budgets. Unfortumnstely, this seems not (o be
fensible. Moat of P3D's costs are for salaries, vhich cannot easily
be fragmented to the users. Ve agree with PPB's conclusion that the

cost accounting cure msy be more painful than the disease.

T
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pphy Branch _
T» mwwmmchwmuwmmm'a

laboratories at I, wvhich are clesrly unsatisfactory. This

dafect vill be corrected vhen the braach moves to the new tuilding
with its new and more efficient equipment, We believe, though, ﬂm
econcuies and improvements are possible in photographic cperations
regurdless of the nature of the physical plant.

8. we see distinct evidence of significant indirect or hidden
costs arising from poorly meintained equipment, inndequats quallty
controls, and insufficlent regard for weste. Ve gave %0 Chief, PSD,
a list of deficiencies that we were able to identify, ranging from
loose control of solution temperatures to poo maintenance of sensi-
tive photographic equipment. Most of these faulis can be attributed
directly to a shortage of qualified personnel.

9. Graphics Register of the Office of Central Reference is
PSD's largest customer for photographs. PED processsd 580,000 prints
snd 150,000 negatives for Grephics Register last year. The ragister
is genmerally satiafled with PSD's service; however, there ar'e &reas
in vhich PSD's support mewwrm
relations with Oraphics Register.

a. One of these sreas 1s in the field of cclor photography.
mmmwwermemwmr&pimm.
mwmcmtamtmwm, An examples ie FMSAC's
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ineresging requirements for reproduction of £iims on Soviet
roxrens. ¥ithout denigrating PaD's eurrent performance,

louds that can be anticipated.

A— 111

Be Mm@ﬂaf&ew&nﬂfw&rwm;urm

processed Uy three compercial contractors:
25X1 | | PAD 48 not equipped to process SGme
of this work in its own 1sboratories. Graphics Register commnted

to we that those externally~processed prints are of uneven gquallty
and deliverics are somevhat erratic. Ve digcuss the gecurity
%&ﬁmmmlmﬁ%mwﬂ in & sub~
sequent section of Securlty.

¢. Both Graphics Register and P3D log the photograpas
o aad received from the contractors. This geens to us to e

needless duplication. IZ this logging vere eliminated in P3D
mWeMﬂmmmmmmwww
mtuemmmmummmm,

4. WmmamuWﬁszm
competent to Juige the gquality of prints and negatives, they
ocessionally secept inferior PhOSOgFaFns. They would profit
from eloser contact with wnd orieatation by PSP photo-technicisns.

e. OGraphics ngﬁ.starmitammml facilities for
grocsssing crash photo Jobe. With the move of PED o its new
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space sdjacent to the Headqusrters Building, there should be
no need for Graphics Register to retain its ghoto processing
capabllity. We believe & decision shoild be resched now as
to the future of the Graphics Register personnel and equizment
fnvolved.

£. PSD uses special equipment to eliminste the black line
that appears on priats of photography takon with the 7O milli-
meter camers., We find that Graphics Register comsiders this
ocperation unnecessary; yet, PSD has spent thousands of men-hours
on it in recent years. Closer collsboration between Grephics
Register and P3D could have eliminated ths cperation long ago.

It is recommended that: Bo. 2

Deputy Director for Intelligence charge the
m‘? Graphics Register, with responsibility for arriving
st matually satisfactory arrangements with the Chief,
Printing Services Division, regarding the followlag:

&. PED's capacity to meet increasing requirements
for color and motion picture photography.

b. Isprovement in delivery times to Graphics
Register, especlally of prints munde under contract

l |
e, Quality control of photographs delivered to
the Graphics Register.

4. Improving the skills of Graphics Register
rmel in judging the quality of photographle
W‘&
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: of photography
e, Elimination of duplicate handling A
Yy ?rimmg Sevyices Division and by Graphics Register
£. Elimination of Grephics Rezister's photagraphic

, x Pacilities vhen Printing Services Divisioa
myves to ita new pxilding.
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ROUTING AND RECORD SHEET
SUBJECT: (Optional)
Inspector General's Survey of Printing Services Division
FROM: EXTENSION | NO.
Inspector General DATE 21 SEP 19F 4
:Slzdin(gmcer designation, room number, and DATE OFFICER'S COMMENTS (Number each comment to show from whom
INITIALS to whom. Draw a line across column after each comment.}
RECEIVED FORWARDED
' Deputy Director for
Intelligence Attached are two copies of

2. portions of the IG Survey of
Printing Services Division, oL,
DDS, which are of interest to or

3. for action by the Intelligence
Directorate.

4. { w"’r o fs '._“_' i ‘f_}ik

J. S. Earman

5.

6.

7.

8.

9.

10.

n.

12.

13.

14.

15.
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